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Educational organizations face the 
recurring problem of selecting capable 
personnel for administrative positions. 
Wise selection of personnel is, of 
course, important in all organizations, 
but it is particularly so in education. 
In fact, the selection of capable indi- 
viduals who will be effective adminis- 
trators for the schools presents a 
problem as great and probably more 
crucial than that of training them. ! 


In many school systems, an important 
Stage in the development of effective 
administrators is found in the selection 
of elementary principals. This position 
has been growing in importance and its 
responsibilities and duties have en- 
larged, not only in number, but in kind. 
Among the new demands of the position 
are those which may be summarized under 
the heading of leadership ability as 
this term is currently conceived. The 
elementary school principalship is also 
important in the educational structure 
because of: 


1. The peculiar significance of the elementary 
school as the basic school in our society. 
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2. The nature of his professional operations 
and the personal impact of the principal 
upon teachers, children, and parents. 


3. Developing concepts of tenure which give 
the position of the principalship a high 
degree of security. 


4. The fact that the position frequently pro- 
vides an intermediate step in the develop- 
ment of higher administrative personnel in 
the school system. 


Current Practices in Selecting. 
Administrators 


The selection of competent school ad- 
ministrators and the identification of 
qualities associated with successful 
administrators have been studied by many 
investigators. In 1954, Greene studied 
the process of selecting elementary 
school principals in large city systems 
and identified certain principles which 
were considered to be important.? Among 
these were: 


1, Selection should be on merit. 

Zz Tie selection process should take into con- 
sideration the duties of the position and 
the personal qualities and knowledge neces- 
sary to fulfill these duties. 


3. All applicants should be required to meet 
minimum requirements as to education and 
experience. 


4 


Appraisal should use a comparable basis for 
rating all candidates. 


5. Provision should be made for appraising the 
knowledge, education, and supervisory tech- 
nique of all candidates. 


6. Competence in oral discussion should be 
appraised. 


7. Adequate provision should be made for ap- 

praising the personality qualities of the 

“ applicants including interpersonal rela- 
tionships. 


~ 
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8. Adequate provision should be made for ap- 
praising the performance in and understand- 
ing of community relationships of the ap- 
plicants. 


? 


Adequate provision should be made for ap- 
praising the leadership potential of the 
applicants. 


10. Individuals called upon to take part in the 
appraisal of applicants should be impartial 
and trained in their specific duties. 


11. Complete and reliable evidence concerning 
the professional preparation of the appli- 
cants should be obtained. 


12 All applicants should be required to meet 
minimum standards of health and physical 
fitness. 


13. Probationary periods should be required. 


M4. Periodic evaluation of the selection proc- 
ess should be made. 


The pattern of the selection process 
in the cities studied by Greene moved 
through three phases: (1) establishment 
of a pool of qualified individuals on 
the basis of a more or less specific 
set of minimum qualifications; (2) a 
further extensivun of qualifications 
through the administration of some form 
of written test, usually testing the 
retention of factual information and 
writing ability; and (3) over-all evalu- 
ation through some attempt to determine 
the personality characteristics of the 
candidates. This was usually achieved 
through some form of interview, either 
by an individual or by a panel selected 
in various ways. 


Weaknesses in Present Practices 


In spite of these procedures for the 
careful and objective selection of per- 
sonnel, ineffective principals are found 
at one time or another in most school 
systems. In 45 of 51 cities recently 
surveyed, from 5 to 25 per cent of the 
principals in elementary schools were 
reported as ineffective.? While such 
factors as age, disability, health, and 
sharply changed social conditions in the 
community might contribute to a decrease 
in the effectiveness of a given princi- 
pal, none of these factors were reported 
to appear with greater frequency among 
the ineffective than among the effective 
principals. 


The professional and educational back- 
grounds of the school executives who 
conduct the examinations for the princi- 
palship, and the backgrounds of the 


ig 


candidates who take them, both indicate 
a fairly high degree of general compe- 
tency. Among the executives, a practical 
awareness of the results of the se- 
lection process may be assumed to empha- 
size the importance of this function in 
their minds. Among the candidates, it is 
probable that motivation for job success 
is considerable. Since persons who are 
destined to be ineffective in the prin- 
cipalship continue to be selected, the 
inference is strong that the selection 
process, or some phase of it, is faulty. 


A New Approach to the Problem 


The pool of candidates from which 
elementary principals are finally. se- 
lected is created by screening possible 
candidates according to certain back- 
ground factors including experience, 
education, health, citizenship, and 
general social competence. These may 
be determined with a fair degree of ac- 
curacy and objectivity. Written exami- 
nations are generally considered to be 
fairly effective in revealing factual 
knowledge and facility in written ex- 
pression. Most school systems also con- 
duct some form of oral examination or 
interview. Generally speaking, school 
executives regard the oral interview as 
a device for revealing the intangible 
competencies and for the illumination 
of the personality structure of the 
candidate. 


Evidence provided by school execu- 
tives' appraisal of the objectivity and 
success of the oral interview suggested 
that as a method for personality identi- 
fication, it was far from effective. 
Relative objectivity could be obtained 
in the other phases of the selection 
process, but the interview did not 
readily provide an objective basis for 
evaluation. Consequently, after studying 
the interview phase of the selection 
process in a number of cities, McVey 
undertook to identify the elementary 
school principal personality and at- 
tempted to develop objective instruments 
and procedures for its assessment.4 


Selection of a Theory of 
Personality Identification 


Current theory regards an institution 
as a system of interpersonal relation- 
Ships between the members within the 
formal organizational structure, and 
between the members and other social 
groups. In a school, 
staff, and the principal constitute the 
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the children, the- 


members of the formal organization. Mod- 
ern concepts of the principal's role in 
the formal organization see it as one of 
leadership. The parents and the com- 
ponent elements of the community struc- 
ture constitute those outside the formal 
organizational structure of the school. 
These persons hold certain expectations 
concerning the principal which, though 
less formally structured than those of 
the children and the staff, are fairly 
well defined. The interrelationships ex- 
isting here, as in other social situ- 
ations, provide the situational matrix 
through which particular forms of per- 
sonality structure may be observed. 


Personality, as conceived by Parsons, 
Shils, Kluckhohn, Murray, Fromm and 
others, is a complex expression of the 
orientation of one person to another 
operating in more or less specific sys- 
tems of interaction.*® Current contri- 
butions of role theory and studies in 
the nature of leadership expression 
also support the idea that all human 
social activities involve the expression 
of orientations by the inter-actors to 
each other. 


If a theory embodying these insights 
is to be utilized for the purpose of 
identifying the type of personality 
likely to succeed in the principalship, 
it should meet two requirements: it must 
be expressed in terms readily communi- 
cable to practicing school executives, 
and procedures of selection based upon 
the theory must be practical under the 
conditions existing in most school sys- 
tems. After careful analysis of current 
theories of personality identification, 
McVey concluded that the personality 
theories of Eric Fromm more nearly met 
these requirements than any of the other 
theories considered. Fromm's theories 
embodied the best known features of 
modern personality theory; his terminol- 
ogy was relatively easy to communicate; 
and the description of the theory was 
contained in one small volume.® 


Personality, according to Fromm, can 
be described within four orientations: 


1. The Receptive--the individual is character 
ized by the fact that all his relationships 
are oriented toward others as contributors 
to him 


2 The Exploitive--the individual regards 


others as means to his own limited and 
Narrow ends. 


3. The Hoarding--the individual is dedicated 
to the maintenance of the status-quo in 
things and procedures. 
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4. The Marketing-~-the individual emphasizes 
the concept of people, including himself, 
as exchangeable items in the achievement 
of organizational goals or objectives. 


Each orientation has certain modes of 
expression known as aspects. These as- 
pects manifest themselves in acts or 
attitudes strongly influenced by either 
productive or unproductive emphasis. 
For each act with productive emphasis 
there is another under the same orien- 
tation with unproductive emphasis. The 
marketing orientation, for example, 
often finds expression in actions by the 
individual which are characterized as 
open-minded in their productive aspect 
and as unprincipled in their unproduc- 
tive aspect. Thus, the expression of 
these aspects of personality orientation 
is a function of the amount of produc- 
tivity present in the personality struc- 
ture. The productively influenced orien- 
tation finds its expression through 
attitudes and actions directed toward 
other people in an atmosphere of love, 
of reason, and of a jealous regard for 
the uniqueness of the individual. The 
unproductively influenced orientation 
finds its expression in the negation of 
these attitudes and actions. McVey felt 
that this theory offered the means 
through which actions, carried out in 
the principalship function, might be 
categorized and interpreted. 


Method of the Study 


The identification of the elementary 
school principal personality required 
the definition of success in the po- 
sition. Because of their superior stra- 
tegic position for the observation of 
the principal, school executives' opini- 
ons were accepted as the best available 
criteria. Since the executives were, in 
fact, the persons who designate success 
in the principalship, their consensus 
regarding any one principal constituted 
a fairly reliable estimate. Accordingly, 
seventeen school executives in six 
cities, located in four geographical 
regions of the United States, were se- 
lected. In each city the executives were 
asked to agree upon the identification 
of the five most effective and the five 
least effective principals in the school 
Systems administered by them. 


The executives then served as the re- 
spondents during a series of open-ended 
interviews in which they were encouraged 
to specify the acts performed in the po- 
sition of the principalship which caused 


them to rate the principals as effective 
or ineffective. Characterizations of the 
subjects were discouraged as far as pos- 
sible. The results of these interviews 
provided a large number of acts which 
could then be subjected to categori- 
zation into Fromm's aspects. 


Samples of acts which had been cate- 
gorized into the various aspects were 
selected, one for each aspect. Then 
school executives who had not been in- 
volved in the study were given an in- 
tensive period of explanation of Fromm's 
theory and a list of the acts which had 
been selected as samples. They were then 
required to categorize these acts into 
aspects. The results of their categori- 
zations were then compared with each 
other and with those of the investi- 
gator. The results showed that Fromm's 
terminology and theoretical scheme were 
readily communicable to practicing 
school executives and that the investi- 
gator's interpretive criteria were 
replicative. 


The aspect frequencies were then sub- 
mitted to statistical evaluation and the 
dominant orientation of the successful 
elementary school principal personality 
was identified. The same treatment was 
applied to the personality aspects ex- 
hibited in the actions of the inef- 
fective elementary principal. 


Findings and Implications of the Study 


The successful elementary principals 
Studied in this investigation showed a 
dominant marketing orientation with pro- 
ductive emphasis. The productively in- 
fluenced aspects appeared almost exclus- 
ively among the effective principals. 
The unproductively influenced aspects 
appeared almost exclusively among the 
ineffective principals. 


Studies such as the one reported here 
have certain implications for school 
administrators: 


1. Present practices in the process of select- 
ing effective principles are not entirely 
satisfactory, particularly the interview, 
as a means of personality identification. 


ga, The personality structure of potentially 
effective principals can be identified. 


3. It is possible to construct objective in- 
struments for the assessment of personality 
which will minimize the subjective aspects 
of the oral interview. 


4. Productively influenced personality aspects 


with a marketing orientation would seem 
to indicate future effectiveness as a 
principal. 


5. Additional investigation and research on 
the relationship between personality struc- 
ture and effectiveness as a principal of- 
fers a promising lead for the improvement 
of our selection processes. 


A useful approach to the problem of 
the selection of successful and effec- 
tive principals has been suggested by 
these studies.’ Insttuments can be de- 
veloped® and utilized to extend and 
refine the present final screening 
procedures and to ensure the selection 
of the best possible candidates for the 
important position of principal in the 
schools. 


on Association of School Administrators, 
The Superintendent As Instructional Leader, Thirty- 
fifth Yearbook (Washington: The Association, 1957), 
SZ. 


Jay F. Greene, "Current Practices in the Selection 
of Principals of Public Elementary Schools in Cities 
with Population Over 250,000" (Unpublished Fd.D. dis- 
sertation, Department of Education, New York Univers- 
ity, 1954). 


“Midkacd C. McVey, "The Selection of Elementary 
Principals in Large Cities" (Unpublished Ph.D. dis- 
sertation, Department of Education, University of 
Chicago, 1957). 


4 
Ibid. 
\ 
Talcott Parsons and dWard MNShiRs, Toward 
A General Theory of Ac } 
ersity Press, 1951). 


Eric. Fromm, Man For Himse 
Co., Inc., 1947). 


For previous articles dealing with related aspects 
of this problem see the following: 

Francis S. Chase, "How to Meet Teacher’s Expecta- 
tions of Leadership," Administrator’s Notebook, I 
(April, 1953). 

William W. Savage and Harlan D. Beem, "The FEf- 
fective Administrator," Administrator’s Notebook, II 
(October, 1953). 

"Attitudes of Teachers and Administrators," 
Administrator’s Notebook, III (September, 1954). 

"Teachers and Parents Describe the Effective 
Principal’s Behavior," Administrator’s Notebook, IV 
(September, 1955). 

Thomas R. Bowman and William W. Savage, "Selecting 
the Superintendent," Administrator’s Notebook, IV 
(February, 1956). 


" sample check list developed by the author for 
use in connection with the oral*interview of candi- 
dates may be obtained while the supply lasts by 
writing the editor. 
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